
PROPEL CASE STUDY #25 

Armag Farms was formed in 1997; it is a Barbadian company with some 900 acres, 
much of which had traditionally been used in sugar production.  Facing stiff 
competition from external sources, the sugar industry saw a marked decline and over 
time, farmers began to seek ways to diversify their production.  Armag Farms tried 
many crops including carrot, yam, peas, cassava, okra, cucumber and sweet potatoes.  
After much experimentation, Armag settled on producing root crops and in particular, 
Bajan sweet potatoes.  They knew there was a steady demand and saw the 
opportunity to use irrigation to be able to produce the crop on a year-round basis.  In 
an interview in October 2012, Richard Armstrong, the General Manager of Armag was 
quoted as saying: 
 

Bajan Agro-processor sees a 
boost in sales after investing 
in modern, new packaging 
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PACKAGING 
CAN BE 
THEATRE… 
Steve Jobs 

 
"We have done a lot of work on our quality…Gone are the days where we just wait on the 
rain to fall, stick a slip in the ground and 16 weeks later see what we have. We do a proper 
cultivation programme, [and] a proper fertilizing programme. This has resulted in improved 
taste and consistent yields on the farm, which produces 100 acres of sweet potato and 15 
to 20 acres of cassava a year, with additional crops to be added to the mix.” 



With this abundance of fresh sweet potatoes, the 
next and most natural step was to look at ways of 
processing the produce to add value and extend its 
shelf life. From as early as 2011 Armag Farms began 
looking into processing and in 2013 Armag 
Manufacturing Limited opened its doors with the 
intention of producing frozen sweet potato fries,  
"We cannot just remain at the primary stage; we 
have to take it to the secondary and tertiary stages”.     
The Sunbury Harvest frozen sweet potato fries brand 
was launched in December 2013 with the 
manufacturing plant capable of processing up to 
2,500 pounds of sweet potato fries per day to be 
supplied to supermarkets, hotels, and restaurants.    

Arising from a Barbados market study carried out in 2015, PROPEL had identified 
ARMAG manufacturing as a local agro-processor with potential for growth. With that 
in mind, the PROPEL team toured the Armag facility. Barbados and OECS Coordinator, 
Nadia Pacquette Anslem was impressed with what she saw and asked Armag’s 
Operations Manager, Janelle (Jan) Fletcher what challenges they were experiencing 
with the brand.  She reiterated,  
 

 
 
 
 
 
 
 
She attributed this to the quality of the packaging, which she felt did not adequately 
reflect the quality of the product, and the “bottom shelf” placement they got as a new 
product in the supermarkets.  
 

  

Sunbury Harvest Sweet Potato Fries 

original packaging 

Richard Armstrong, ARMAG’s General Manager (right) gives members of                                                        

WUSC Caribbean a tour of ARMAG Manufacturing facility   

 

“We were selling okay to the restaurants. But despite 
ad hoc marketing efforts, including participating at 
BMEX and AGROFEST, as well as doing in-store 
sampling, we were really struggling with uptake of the 
product in the supermarkets.”   
 

 



RESEARCH AND DEVELOPMENT GOES INTO BUILDING THE BRAND 
 

PROPEL engaged Windward Commodities to do an assessment of Armag’s brand, 
“Sunbury Harvest” and found that it was the only sweet potato chip on the domestic 
market, product quality was excellent, the health benefits were becoming better 
known and the company was well run. The brand sold at a small premium when 
compared to the market-leaders.  However, with the potato chip category in Barbados 
valued at US$3.38m in 2015, 96% of which was imported, there was an opportunity for 
growth. Armag was constrained by poor brand and packaging design, limited 
distribution, no quality certification and a lack of category management in a sector 
dominated by imported brands.  

PROPEL determined that assisting Armag 
would help increase demand for 
domestically produced sweet potato, 
would help develop a local agri-business, 
would support employment in the local 
agriculture sector, would save foreign 
exchange required for food imports and 
add value to a locally produced 
agricultural product.  
Armag’s manufacturing facility had 
significant growth potential as it was 
utilizing only 24% of its capacity. A few 
months later, following discussions on the 
potential to collaborate, an agreement 
was reached to assist the company by 
contributing to the costs of new 
packaging and developing the domestic 
market – focused on improving branding, 
distribution, and sales in the retail market 
in order to build volumes and raise 
capacity utilization.  
WUSC’s contribution went to improve 
product and packaging, listing and shelf 
space fees, social media, and promotion.  
Armag agreed to at least match the funds 
provided through PROPEL and a sub-
project agreement was signed between 
Armag Manufacturing and WUSC 
Caribbean in June 2016.  Over the course 
of a year, new packaging was designed, 
printed and imported for the re-launch of 
the brand on the Barbados market.  At 
the end of July 2017, with new 
packaging in hand, the brand was ready 
for the relaunch to the market.   
 

Sunbury Harvest Sweet Potato Fries  
new packaging vs. old 

PROPEL’s Micah Gittens and ARMAG’s Jan Fletcher              
do consumer taste testing in Massy Supermarket 



The PROPEL team visited ARMAG again at 
the end of May 2018 to assess the 
performance of the re-brand.  Jan was 
excited to report that the supermarkets 
were much more responsive, that their 
product was now being displayed in a more 
competitive and eye-catching position on 
freezer shelves, and sales in the last 12 
months, had increased by 80% over the 
same period last year.   
They had regained access to some of the 
previously lost retail outlets and were 
generally very encouraged about the 
prospects for the brand.  In a comparison of 
their sales vs all sweet potato fries in the 
period, June to December 2016-2017, Armag 
had increased their market share by almost 
13% and they expected that to further 
expand.   

The plant has moved from producing sweet potato fries and cassava mash from 1 to 2 
days a month to up to 2 or 3 times a week.   When asked about the PROPEL initiative, 
Jan had this to say,  
 
 

 
Today Armag is looking to the future.  Building upon the 
success they have had with frozen sweet potato fries, 
they are seeking to expand their product lines to include 
frozen cassava, breadfruit, and yam.  In the meantime, 
they are also sourcing produce, particularly cassava, from 
other small farmers on the island.  Ultimately, as they 
build capacity and scale up to become more competitive, 
Armag has its eye on exports.   
 

 

“PROPEL was a godsend! Put it this way, sometimes you 
need a third party to look at your business critically, not just 
from a marketing standpoint, but also from a consumer 
standpoint.  It was very helpful to have Chris, [the 
consultant] with his international experience, give us 
feedback and comparisons from outside of Barbados.  That 
helped to build consensus from within to improve the 
packaging and make the changes we needed to manage the 
brand successfully moving forward.” 
 
 


